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ABSTRACI' 
This evaluative case study was to measure and describe the extent of the 
presence of the seven learning organization dimensions in the faculty of Veterinary 
UPM which was practicing the quality assurance work practices for ISO 9000 
certification, supposed to be very much related to total quality management system 
(TQM), a concept that stresses on continous improvement and customer satisfaction. 
In addition this study was also to measure and describe the extent to which perceived 
reaction of respondents toward changes in knowledge and financial performances 
occurring at the said faculty. The study also intended to observe six distinct features 
of learning organization present in the faculty. 
The study used both quantitative and qualitative methods. The survey type 
instrument called the Dimensions Of A Learning Organization Questionnaire (DLOQ) 
was used for quantitative data analysis while sixteen open�ended questions in an in­
depth interview used for qualitative data analysis. A total of 13 respondents from 
both academic and non-academic professionals were selected for quantitative data 
analysis and 3 informants were involved for the qualitative data analysis. Descriptive 
statistics were used to analyze the practices of the seven dimensions and the two 
performance factors while qualitative analysis was used to determine the presence of 
the six learning organization features in the Faculty. 
The findings revealed that the Faculty of Veterinary was moderate in terms of 
being a learning organization but was quite strong in knowledge and financial 
performances, the two outcome of the learning dimension practices. The findings 
were supported by qualitative data confirming that the faculty was having a strong 
feature on knowledge generation and sharing while moderate on the other four 
features of learning organization. The findings also revealed that the faculty was weak 
in team learning dimension which is seen as essential tool for innovativeness and this 
was supported by qualitative analysis which depicted a weak feature of critical 
systemic thinking. 
On the whole, the study concluded that adopting the work practices of quality 
assurance in MS ISO 9000 did to a certain extent, contribute the Faculty towards 
developing it being a learning organization. 
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CHAPTER I 
INTRODUCTION 
Background 
Learning in organization is seen as an important asset for organizations in 
this millennium. Through learning, an organization can adapt itself better to 
changes, avoid making mistakes, retain and transfer critical knowledge to new 
insights that may be lost within the system ( G ephart et aI, 1996� Watkins, 1996� 
Garvin, 1993; Senge, 1990 ). Organizational learning is seen as a needed element 
for the purpose of organizational transformation both intrinsically (values, 
mindset, vision, culture) or extrinsically, pertaining to product, activity, structure ( 
.AI 
M arquardt, 1995). The interest in organizational learning mounted in the 1990s and 
has been given priority by many organizations in this millennium. The emerging 
concept of organizational learning was rooted primarily in management science, 
psychology, and organizational development which revolve around the creation and 
� 
implementation of a learning organization ( M ohd. Ashari I dris, 1999 ). 
It has been proven through several citing and implementation that 
those organizations which gave emphasis to learning and employee empowerment 
( putting people in charge) have come out more successfully, more adaptive to 
changes and survived longer than their counterparts (Gephart, et' ai, 1996 � 
./ 
Stata, 1989� Mohamed Ali Hashim, 1995� Elias Kadir, 1995). Organizations 
such as Motorola, Fiat Auto, Hewlett- Packard, FedEx, Ford Motor which 
have been noted for promoting a learning culture among their employees 
/ 
(Dibella, Nevis & Gould, 1996 ) were definitely ahead 
2 
in business and reaping fruits of labour. Royal Dutch Shell has been widely recognised 
as a leading learning organization. It pioneered the use of scenario planning as a 
method of systems learning and has made systems-level learning an explicit part of 
their business strategies (Gephart et al, 1996). 
Even though the concept of learning organization (or organizational learning) is 
still at its early stage when it comes to practicing it in the Malaysian organizations, the 
term had already become the buzz word since the middle of 1990s until now. 
Successful corporate and private organizations in Malaysia such as Globe Silk Store, 
Guthrie, Petronas, Genting Group Berhad had been known to promote learning among 
their employees by allocating a considerable amount of their annual budgets for 
training and development purposes (ASLI, 1995). Studies on several private and public 
organizations including schools pertaining to the level of learning organization 
practices in this country have shown to be at the moderate level (Suhail Azhari, 1997; 
Daramy, 1998; Marinah Awang, 1998; Mohamad Abu Bakar, 1998; Siew Fah, 1999). 
Is there room then for making the situation better at the university level? 
Stata (1989) clarified that the rate at which individuals learn may become the 
only sustainable competitive advantage in the environment of knowledge intensive 
industries. Learning in organization is really about empowerment of the workforce and 
by integrating work with learning in a continuos manner involves human thinking and 
doing (Gephart, 1996; Senge, 1990). Universities are organizations that create, 
disseminate, acquire, and should be using knowledge for improvement of 
performances. Garvin (1993) believed that in order for universities to be learning 
organizations, they must apply new knowledge for improving their performances 
3 
where in this respect, Garvin argued, many universities fail to qualify. Institutions of 
higher learning such as universities might as well adapt to the changing environment if 
,,-
they are to become learning universities (patterson, 1999). How should universities 
start to become one? 
The Problem And Its Context 
Total Quality Management (TQM) is a concept aimed at continuos 
improvement of product and service in order to achieve customer satisfaction (Bounds 
et al, 1994). In order to do that, team effort is essential. To improve, is to change for 
the better. In order for a person to improve, the person needs no doubt to learn 
something. And to continuo sly improve, the person has to learn continuosly. This is 
similar to organizations. Organizations which is making continuos improvement effort 
has to learn continuosly. This implies that the members in the organizations should be 
doing the learning, not staggered, but continuosly. According to the guide on TQM in 
the civil service issued by the Public Service Department to all government offices of 
/ 
Malaysia ( including public universities), through the Administrative Circular (1992), 
seven principles of TQM were outlined to be observed. They were (l) top management 
support (2) strategic quality planning (3) customer-focus (4) training and recognition 
(5) teamwork (6) performance and measurement and (7) quality assurance. 
I 
Stewart ( 1997) in his study on TQM and learning organizations approaches, 
concluded that the TQM approach may incorporate many of the characteristics of the 
learning organization by design or default (please see Table 1). Therefore, in summing 
up it is to say that having a total quality management system means that the 
4 
organization is heading towards being a learning organization. Is there a basic or a first 
step in assisting organizations make a start toward TQM and learning organization 
ultimately? 
Table 1 
A C&mparis&n &f TQM and LO approacbes 
A Total Quality Management 
Organization 
Sets standards 
Process controls the work 
Quality has to be learned 
Driven and led from the top, 
Supports employee training 
Internal (and external) 
benchmarking 
Focus on process output 
Problem-solving, often single­
loop learning 
A Learning Organization 
Looks for answers, adapts ideas 
People improve the process 
Everything is learned 
Supports employee development and 
empowerment 
Capturing, documenting (and now 
benchmarking) learning 
Focus on internal culture and processes 
Questioning assumptions, double­
loop learning 
Adapted from Stewart, J. (1997). Why the learning organization? 
The term learning organization is still new, that there is no commonly agreed 
definition of what one is (Daniels, 1994). Most of the definitions however seem to 
agree that a learning organization is one in which collective learning at individual, 
group and organizational levels are continually being practiced in order to harness all 
human potentials in the organization system thereby producing the results they desire 
(Senge, 1990). Many business people and academicians now take for granted the idea 
of organizational learning, saying it is difficult to be realised in most organizations. In 
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this respect there was little agreement on how to create a learning organization ( Siew 
./ 
Fah, 1999). Dunphy, Tutner and Crawford, ( 1997) revealed, as quoted by Siew Fah 
( 1999) even though the learning organization paradigm is gaining wider grounds in 
many organizations and has seen dramatic increase in its interest, confusion is present 
where many people still lack knowledge on it. In Malaysia, the learning organization 
paradigm has begun gaining access to many organization (ASLI,/1995). However, 
according to DatamY (1998), studies done so far on the field have not been extensive. 
In an effort to develop a more effective and efficient management in the 
Malaysian organizations in this millennium, the civil service organizations have been 
directed to adopt the MS ISO 9000 quality standard into the workplace management 
system. This advice for a change in the ways and manner of operating work in 
organizations came in the form of a directive, circulated in 1996 from the office of the 
then Secretary General of Malaysia, Tan Sri Ahmad Sarji. However, the circular on 
TQM was issued earlier in 1992. Since 1996, have seen several private and public 
organizations in Malaysia, like the National Productivity Centre (NPC), Insitut 
Tadbiran Awam Negara (lNTAN) and Penang Development Corporation , NPC (R. 
Sta Maria, personal communication, February 2000), Institut Aminuddin Baki, lAB 
(M. S. Osman, personal communication, January, 2000), Tenaga Nasional Bhd. (H. 
Ismail, personal communication, March 2000) making the basic effort towards 
acquiring the ISO 9000 certification. It seemed at the moment the Universiti Putra 
Malaysia (UPM), being a public university is going for the quality entity too. 
The ISO, which is the International Organization for Standardization is a 
documented guide for specifying customer requirements in the assessment of a 
supplier's quality system. The MS ISO 9000 on the other hand is the Malaysian 
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version of a written standard that specifies the basic elements of a quality system for an 
organization so as to enable it to provide services that will meet customer needs 
(Administrative Circular, 1996). Two principal approaches to ensure that products and 
services meet the needs of the customers are through quality control and quality 
assurance. Quality control refers to techniques which are used to identify products that 
do not meet required specification (Administrative Circular, 1996). Quality assurance 
on the other hand is broadly the prevention of quality problems arising in the 
production process of an output through planned and systematic actions (pg. 51). 
Initially, standards known as BS 4891 (1972) and BS 5179 (1974) were used in 
/ 
the UK to specify quality system requirements (Bywater, 1995). Following this, other 
national quality system standards were introduced in various parts of the world. Many 
countries throughout the world have now adopted the ISO 9000 series for management 
system as their own international standards but some industries such as nuclear and 
motor vehicle sectors still retained their own industry specific quality system standards 
( Bywater! 1995). But why go for the standard at all? What good does it do for an 
organization to do so (acquire the standard for the management system)? The reason 
being that it had been widely acclaimed that an essential basis of quality management 
system was that to have a clearly defined and agreed processes which enabled groups 
of people to satisfy customer's requirements (Bywater: 1995). 
The conformant of an organization to this basic requirement (standard) of ISO 
9000-series is required for quality assurance. Quality assurance is considered as all 
actions that ensure all customer's specification is understood and met. It does not 
directly concern with cost or profit but quality management does (Bywater, 1995). 
7 
Quality management is the aspect of the overall management function that determines 
and implements the quality policy (Administrative Circular, 1996). Quality assurance 
is needed for quality management which involves maximizing profit. Quality as 
defined for the ISO 9000-series is conformance to agreed requirements (Bywater, 
1995). Both quality assurance and quality management are essential techniques for 
TQM which has continuos improvement as the prime concern . 
Thus, it could be infer in this case that in order to assist organization toward 
implementing TQM, one of the key factor is to ensure that quality assurance is present 
and acquiring the MS ISO 9000 certification is a way of saying that there is quality 
assurance in the services (or products) given and a way of confirming that one part of 
the TQM's seven principles is already been applied in the management system. MS 
ISO 9000 is then seen as a pave way towards improving the overall quality system in 
the Faculty in the hope of making it more effective and efficient. The MS ISO 9000 
was considered as one of the tools or techniques practiced towards supporting a total 
quality management system. Another tool apart from the ISO 9000, that can be used to 
support TQM is benchmarking which is said to be successful for high performing 
companies (Weatherly; 1992). 
Should UPM in its effort to acquire the quality standard in the management 
system starts of by having quality students, staff, programs or all of  the three 
simultaneously? This was what Franklin, Hodgkinson & Stewart (1998) were trying to 
clarify in their study concerning developing universities towards become learning 
organizations. The Faculty of Veterinary, UPM was chosen in this case for the purpose 
of this evaluation, as it is embarking towards acquiring the Malaysian Standard 
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Organization, MS ISO 9000. This Faculty was ahead of the other faculties in the 
university in acquiring the quality standard certification (Rahim Md. Sail, personal 
communication, February 2000). 
Statement Of The Problem 
The concepts of learning organization and organizational learning are still 
arguable among scholars and its implementation into practice is not that wide enough 
among the Malaysian institutions of higher learning (and other sectors). It is the 
intention of this study to justify the current situation relating to the extent of the 
learning organization practices at the Universiti Putra Malaysia with the case in focus, 
the Faculty of Veterinary. Since UPM is on its way of making a change from the 
conventional way of doing work to one which is focused on quality through the ISO 
9000 certification and as MS ISO 9000 is seen as a tool supporting TQM, and because 
the TQM approach incorporates several characteristics of learning organization (LO), 
therefore it could be deduced from here that UPM is heading towards embracing 
organizational learning within its management system irrespective whether the 
members are aware of it or not. 
Assuming that before this, the UPM management had already made clear of its 
goals and objectives of the big change towards a culture of continuos improvement to 
those (all faculties in UPM) involved through various means of communication 
techniques so as to make everyone in each of the faculties aware of the situation, 
hence, the intention should by now be felt and understood by those down the line. 
This hopefully would reduce the resistance (if any) to the change which is currently 
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occurring from one of less focused to quality to one which quality is given priority in 
every aspect of management namely in the Faculty of Veterinary. In this respect, the 
Faculty was seen to be putting in a lot of effort, energy, time and finance ( such as to 
bring in external consultant for monitoring purposes). The investment on this program 
was immense and demanding sacrifices made by many if not anything else. Therefore 
what impact does this program bring the Faculty and UPM into? In short, the statement 
to the problem of this study was has the program of acquiring the quality standard of 
MS ISO 9000 certification (which is part of TQM) in which the Faculty was making a 
great effort embarking upon it contribute to the development of the Faculty being a 
learning organization, the one likely positive impact out of the said program? 
The proposed evaluative study thus, attempted to measure the Faculty of 
Veterinary's management practices against the seven Dimensions of Learning 
/ 
Organization, DLOQ (Watkins and Marsic� 1993; 1996; Watkinr and Callahan, 
1998). It is a way to gauge the situation of the Faculty on the extent of it being a 
learning organization and on what dimensions in the model was the Faculty having 
strength and weaknesses. This model was specifically chosen because of its 
comprehensiveness in building, sculpting and transforming organizations into a 
learning organization (which is where TQM is part of). This then would assist the 
Faculty in areas for improvement (if needed). This study addressed the following 
questions: 
1. Where does the Faculty of Veterinary stand in its status of being a 
Learning Organization? 
10 
2. Does the effort of acquiring the MS ISO 9000 certification program 
contribute to the Faculty's learning organization dimension practices 
and features? 
Objectives of The Study 
The general objective of this evaluative study was to measure and examine the 
degree in which the Faculty of Veterinary, UPM was transforming itself into a learning 
organization considering that it was in the midst of implementing the ISO 9000 quality 
program , seen as an essential tool for TQM implementation. It was also to identify on 
which of the seven dimensions of the learning organization practices lie the Faculty's 
strengths and weaknesses so as to enable the Faculty steer strategic leverage in relation 
to its current effort of making quality management the focus for future development 
toward it becoming a learning organization. This study intended to provide account of 
the changes to be determined necessary for acquiring and maintaining the quality 
standard, through the presence of learning organization's features observed. 
Significance Of The Study 
Since this study was an evaluative one, and the purpose was to identify the 
dimensions of learning organization practices for the purpose of improvement and not 
otherwise, and in addition to determine the presence of any features relating to learning 
organization practices in the Faculty, the findings will hopefully serve as a benchmark 
for the Faculty of Veterinary and in general the UPM regarding the investment efforts 
made towards the big change into the quality standard of MS ISO 9000 and to see 
whether UPM was heading in the appropriate direction as it should be in securing its 
1 1  
future stability , sustainability In the constantly changing environment, this 
millennium. 
This evaluative study was going to help set new directions and chart certain 
courses to be taken if any, for the Faculty involved (and other faculties in UPM) which 
are surely and definitely making an early start towards the MS ISO 9000 certification 
and the total quality business in the management system that would ease the way in 
developing a learning organization for UPM. 
This study could serve both purposes; one, as a monitoring device for the 
Faculty to make checks and balances on its current work processes and practices and 
management operations as well as providing informative feedback for further and 
future decision making. The survey outcome was hoped to assist UPM in widening or 
(lessening if need be) its decision on the acquisition of the ISO certification to other 
faculties or perhaps put weight in the area of building a learning organization at while 
at the same time concentrating on the quality standard. 
Limitations of the Study 
The study was confined to the Faculty of Veterinary as a case selected in 
particular because of its current nature in embarking into the quality certification. Only 
the overall staff members of the Faculty were involved in this study and not extended 
to other faculties or departments or their members. This study also focused on the 
seven dimensions of the learning organizations and the perceived changes in 
knowledge and financial performances and not other outcome domains of learning 
12 
organization. It also looked into six features of a learning organization present in the 
Faculty and not other features. 
CHAPTER II 
LITERATURE REVIEW 
Introduction 
13 
The review of the literature relative to this study centered around the purpose of 
the study which was to evaluate the current work practices among members in the 
Faculty of Veterinary against the seven dimensions of learning organization and to 
measure its extent in relation to the Faculty's involvement in acquiring the quality 
standard of MS ISO 9 000. The method of organization of the reviewed literature 
follows the areas of : ( I ) Program evaluation (2 ) The concept of total quality 
management (3 ) The concept of benchmarking and the international organization for 
standardization, ISO (4 ) Learning in organization (5 ) Change management (6 ) 
Dimensions of learning organization ( 7 ) Six features of a learning organization (8 ) 
Background of the Faculty of Veterinary (9) Summary (1 0) Conceptual framework. 
Program Evaluation 
A program is defined as any educational activity that is provided on a 
continuing basis ( S anders, 1994). In general sense a program can also be a plan ( 
Kamus Dwibahasa, 1993); a plan in the work activities and procedures , a plan of 
learning, a plan of services and so forth alike. The definition of program evaluation 
had been variously proposed by many scholars illustrating the broadness and 
usefulness of program evaluation. Most evaluations are done for three main purposes 
either for ( I ) objectives and goal attainment process ( T yler, 195 0; Thiede, 1964; 
Boyle and Johns, 19 7 0), (2 ) judgement and decision making judgement ( H arris, 
1968; Stufflebeam, 1968; 19 71; Steele, 19 7 0) or (3 ) for both 
